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Enterprise Architecture Review 

! ÖÉÓÕÁÌ ÒÏÁÄÍÁÐ ÆÏÒ ÁÎÁÌÙÚÉÎÇ Á ÃÏÍÐÁÎÙȭÓ %nterprise Architecture using TOGAF 

as a guide. 
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This document is meant to familiarize clients with The Open Group Architectural Framework (TOGAF®); 

the methodology dropLogic Inc. uses when conducting an Enterprise Architectural (EA) review.     

Proper Enterprise Architecture is distinctly different from the lower level Solutions and System 

Architecture disciplines.  Far from being a singularly technology oriented engagement, an EA review 

involves most of the business divisions within an organization.  EA is a means to consider the entire 

enterprise, holistically, and re-align aspects of the business which rely upon and contribute towards the 

Information Technology group’s efforts. An EA review is often undertaken as a means to prepare the 

organization for transformative change, or to re-establish an Information Technology group, and their 

tertiary business facets, upon sound footing.  
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Overview  
The Open Group Architectural Framework (TOGAF®) is a methodology and framework for analyzing a 

company’s Enterprise Architecture and effecting targeted change.  Below we see a modified TOGAF 

process, customized for a client’s specific scenario. 

The Company ς Enterprise Architecture
High Level Process
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Initial 12 month planPhase 0 (Preparing the landscape) Phase 1 (Current State, prepare for Future Design) Phase 2 (Propose Changes to support Future State) Phase 3 (Iterations towards Future State)
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Funding
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Deploy 
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Standards
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Deploy Tools

Demonstrate and Improve Best 
Practices

New System Architectural Review Architecture Design Compliance Monitoring and Reporting Architectural Benefits MonitoringInternal Architectural Resource Development Performance Measurements

Alignment 
Advice

Establish 
Foundational 

Structures

Identify Assets

Business 
Perceptions

Establish 
Artifact 

Repositpory(s)

Establish Best Practices 
forum and adoption 

process

Seed idea 
forum

Integrate Parent 
Company EA 

Practices

 

To better illustrate the tasks and workflow, let’s examine each phase in the process of assessing the 

organization’s present state, identifying and understanding potential opportunities, gaining insight from 

leadership and creating concrete plans for guiding the organization’s EA evolution. 

  

http://www.opengroup.org/architecture/togaf/
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Phase 0: Prepare the Groundwork  
Preparing the groundwork is concerned with collecting a foundation of information upon which to make 

informed decisions and establishing structures through which the collective efforts will be coordinated 

and stored. 

Preparing the groundwork
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Phase 0

Establish 
Foundational 

Structures

Identify Assets

Business 
Perceptions

Establish 
Artifact 

Repositpory(s)

Establish Best Practices 
forum and adoption 

process

Seed idea 
forum

Integrate Parent 
Company EA 

Practices

Using an inventory of IT assets (Systems, 
Servers, People) query outside business 
units as to the degree of facilitation vs 
impedance these assets represent and why 

Using an inventory of IT assets 
(Systems, Servers, People) organize 
an artifact repository appropriate 
for the content and audience. 

Create a social forum (SharePoint) and seed 
with news, ideas, business aspiration, etc 
which IT resources can discuss, distill and 
propose new ideas for their achievement.

Because Parent Company Corporate has already 
defined and begun implementing their own EA 
process, integrate their approach with organic 
Best Practices and Procedures to prepare the 
Enterprise for coming change.

Artifact repository, review 
board, governance, etc.
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Phase 1: Current State 
Engage the various Business Divisions so as to enrich the analysis and secure their involvement.  Apply 

analytics to the company’s current Enterprise Architecture.  Bring the best information and proposals to 

Leadership who will contribute “big picture” strategy and perspective.   

Current State
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Phase 1

Evaluate 
Business and 

Market

Evaluate IT 
Portfolio

Evaluate 
Process and 
Measures

Evaluate New 
Technologies

Update Enterprise Strategy
(5 year plan)

Leadership enriches the Enterprise 
landscape with strategic plans and 
events which will shape the needs of 
the Enterprise for the next 5 years

Divisional leaders evaluate the business landscape 
pertinent to their own areas of responsibility to enrich 
Leadership’s understanding of the business 
environment and make good strategic decisions 
related to the Enterprise’s direction.

Any developments in the IT industry which could 
provide the Enterprise with additional leverage, agility, 
cost savings, performance, etc.  Distruptive 
technologies which could lead to outsized benefits to 
the organization or open the industry up to new 
competition are exposed here.

Combining a complete view of the current 
Enterprise assets with current process and 
Leadership’s “Long View” for the 
organization, reveals a clear picture of where 
we need to be as well as the effort necessary 
to reach this future state.
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Tools to evaluate the Enterprise  
Far from being an exercise strictly within IT, an Enterprise Architectural review engages a diverse set of 

business leaders and their “A players”.  The following are techniques for engaging and driving 

participation outside of IT so as to ensure the analysis brought to Leadership is rich and complete. 

 

Value Chain 
Mapping the company’s Value Chain is a foundational step in understanding how the company makes 

money and ultimately how change will lead to improvements in the bottom line.  This step is very often 

as useful to Divisional Leaders as it is to the Enterprise Architect.  Because the Value Chain involves the 

illustration of sensitive business information, a good deal of trust must be established before trying to 

map this out.  

Value Add The Company

Services to the Consumer

Intake Services Discharge

xxxxxxxxxxxxx

xxxxxxxxxxxxx

xx
xx

xx
xx

xx
xx

xx
xx

xx
xx

x

xxxxxxxxxxxxx

xxxxxxxxxxxxx

xxxxxxxxxxxxx

xxxxxxxxxxxxxxxxxxxxxxxx

xxxxxxxxxxxxx

xxxxxxxxxxxxx

Support

Human Resources

Recruit & Retain practices

Workforce

Operations

Materials

Logistics

Information Technology

xxxxxxxxxxxxxxxxxxxxxxxx

xxxxxxxxxxxxxxxxxxxxxxxx

xxxxxxxxxxxxxxxxxxxxxxxx

Client

Consumer

Partner

Employee Productivity
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

Convenience
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

Planning and Cost Forecasting
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

Reduced Cost of Services
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

Low Risk Implementation
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

Reduced Cost to Consume
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

Reduced Cost of Customer Acquisition
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

xxxxxxxxx

xxxxxxxxxxxxxxxxxx

General Retail

Brand Awareness

Government/ Regulatory/ Tax Benefit
xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx

Characteristics of Engagement

xxxxxxxxxxxxx xxxxxxxxxxxxx

xxxxxxxxxxxxxxxxxxxxxxxx

xxxxxxxxxxxxx

Clinical Informatics

xxxxxxxxxxxxxxxxxxxxxxxx

xxxxxxxxxxxxx

xxxxxxxxxxxxx
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Mind Mapping  
Using a mind map we are able to properly manage an often chaotic brainstorming process in which 

highly valuable contributors fire off and discuss the interconnected nature of internal and external 

forces which should be considered. 

Operations

Implementation

Clinical

Business 
Services

The 
Company

Competative

Revenue 
Chain

Of 
Division B

Of 
Division A

Customers

Suppliers

Acquisition

Product 
Differentiation

Geographic

Product 
Line

Strategy

Are there Service Providers 
who could be replaced by 

internal development?
Are there Service Providers 
who could be consolidated?

Are there Service Providers 
who could be deprecated?

Of Services

Opportunities to gain 
additional bargaining power?

Are there Partners 
whose offering could 

be consolidated?

Partners

What issues/capabilities block 
new sales or influence 

attrition?

Events affecting 
timelines such as 

trade shows, 

Marketing

Informs

Informs

Thru Infrastructure 
changes

Cost 
Reduction

Volume

Growth

Generic
- What revenue opportunities do we miss 
and why?
     - Lack of functionality
     - Poor client utilization of Company  
services
     - Functional misalignment with Company
       services

- Are there opportunities (through our 
service offering) to embed the Company 
more deeply (increasing disengagement 
costs)?

-Are their clients whose cost of ownership 
to the Company is outsized (resulting in 
reduced true margins)
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Business Alignment  
More than a buzzword, the art of Business Alignment involves discovery of unmet opportunities and 

unaddressed liabilities.  Frustration with the “way things are” will sometimes dominate these 

discussions.  It is vitally important to get unvarnished participation, which sometimes requires acting as 

a go-between until the various groups are ready to talk face to face.  The three primary categories of 

misalignment we have found and where they need to migrate are shown below. 

Correcting Alignment

Misalignment

Li
ke

lih
o

o
d

Cost to Respond

Business Scenarios & Risks

Technical Debt 
approaching critical

Significant opportunity 
although likely to occur/
succeed, has prohibitive costs 
involved with responding

Good opportunity with low 
cost of response is however 

unlikely due to other 
circumstances

Cost to Respond

Li
ke

lih
o

o
d

What extenuating 
circumstances can be 

mitigated through IT or a 
change in BP?

Lower barriers to entry

Risk Management.  
Lower costs and 
likelihood.

No symbols exist on the page to 
display.

Symbol Count Description

Business Impact

Legend

Transformational

Significant

Minor
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Now, it is time for Leadership to set the direction, prioritize and solidify backing. 

Leadership  
Leadership defines the company’s strategic objectives which they rely upon their divisional leaders to 

act.  This is a make or break step which will either propel the EA initiative for perhaps years to come or 

will result in the dissolution of the endeavor. 

Porter 5 Forces or other Industrial 
Organization analysis inform feasability 

Competitor activity

Non-competitive industry related 
collaborations

Unique Marketing opportunities

Unique Partnership opportunities

Timing Considerations: Internal & 
External business events, velocity of 

business developments 

Business Divisions 
Evaluate Business 

Landscape

System inventory 
enriched by code 

metrics

Component to Server 
deployment map 
evaluated against 

optimal performance 
needs

Solution to Business 
need evaluation System Health 

Monitoring 
effectiveness

Deployment & Change 
Management practices

Evaluated IT 
Portfolio of Systems 

and Services

Technology and Service developments 
in the IT industry which show potential 

benefit to the company

Proofs of Concept grounded 
on specific benefits/

objectives with the ability to 
measure success/fail

Innovation 
Sponsored 
Research & 

Development

Error handling, 
diagnostics & 

resolution
Evaluated IT 

Processes and 
Measures

Three to Five 
Year Vision

Communicating WHY 
goals are important, 
purpose they serve, 
expected benefits

Enrichment of 
inputs with 
Executive 

Knowledge

Leadership 
Defines 
Strategic 

Objectives

 

Most EA efforts fail at this point due to numerous business, technical and political forces.   
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Phase 2: Future State 
With backing and direction from Leadership, we now have sufficient information and momentum to 

move forward.  Phase 2 sees wide spectrum collaboration, analysis and planning. 

Future State
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Phase 2

Match Strategy to 
Business Capabilities

Update Future State 
and Technology 

Architecture

Create Optimal 
Migration Plans

Create Business 
Division Strategies

Propose Business 
Programs

Technology 
Proposals

Proof of 
Concept 

Initiatives

Propose 
Enterprise 
Initiatives

Business 
Alignment

Develop 
Standards

Select and 
Deploy Tools

New System Architectural Review

Architecture Design Compliance Monitoring 
and Reporting

Architectural Benefits 
Monitoring

Internal Architectural Resource Development

Performance Measurements

Alignment 
Advice

Based on the cumulative understanding of 
the Enterprise, processes and strategic 
initiatives, divisional leaders take the 
opportunity to prepare their teams and 
practices to compliment/drive new 
initiatives.

Using enriched view of the enterprise, a 
future state design is developed whose goal 
is to better serve the business needs, fill 
gaps or debt which hinders optimum 
performance and position the company’s IT 
assets for anticipated change.

Output is both a future state EA design as 
well as itemized initiatives designed to 
better the enterprise.  This list becomes a 
series of IT iterations, specifically timed and 
aligned with business events.

Solutions Architecture / R&D perform 
forward thinking design, planning and PoCs 
which better inform or add to the list of 
future state initiatives.  

Lessons Learned as a result of PoC initiatives 
enrich enterprise standards and Buy vs. 
Build decisions.  Tools, libraries, services, etc 
identified as useful to the enterprise get 
reviewed, approved and deployed.

Identify human resources who 
demonstrate potential to engage 
at a higher level and mentor them.

Establish a review process for 
ensuring that new systems are 
reviewed for compliance with the 
Enterprise Architecture before 
implementation.

Establish automated and manual 
processes by which ongoing 
system iterations remain aligned 
with the Enterprise.

Architecture initiatives being grounded in 
enhancing the enterprise should have 
measureable results.  Periodic evaluation of the 
continued applicability of these assumptions 
and continued existence of those forces which 
motivated design decisions.

Metrics relevant to maintaining a mature 
Enterprise Architecture are measured and 
reported for Enterprise Health Monitoring.
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Phase 3: Implementation  
This phase is iterative and is likely to go on for some time, each iteration bringing the organization closer 

to the envisioned future state Enterprise Architecture.  If the goals were properly set and information 

accurate, each iteration will make change supporting the company’s strategic objectives easier. 

Implementation
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Oversee 
Business 
Programs

Funding
Annotated 

Statements of Work
(requirements)

Deploy Process and 
Organizational 

Changes

BPM Process 
Improvement

Deliver 
Enterprise 
Initiatives

Govern 
Initiatives

Update and 
Deploy 

Systems

Demonstrate and Improve Best 
Practices

PMO receives list of proposed initiatives 
as well as implementation guidance.  The 
PMO is responsible for allocating budget 
for these proposals as well as post-
deploy initiative governance. 

With planning and funding complete, 
initiatives are completed and await 
deployment.

Based on prior Business Division input as 
well as new IT solutions approaching 
completion, complimentary 
improvements to business process are 
established.

Deploy solutions and 
business process 
improvements.

Real world information concerning new 
initiatives deployed to the enterprise are 
communicated back to the business 
divisional leaders which is used to tune 
the organization’s process and structure.

Best Practices developed by Architecture Groups 
are continually tested against real world experience 
for validation, refinement or deprecation.
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Sample Architectural Plan  
One common means for integrating an Enterprise’s technological assets, democratizing access to 

business processes and data is through the establishment of an Enterprise Application Programming 

Interface.  This is a technological structure which has far reaching business value.  Here is an example of 

what such an integration oriented API would look like to a System/Solutions Architect. 

CompanyName.LOB

CompanyName.LOB.Business

CompanyName.LOB.Data

Cross-cutting Layer

Logging

Caching

External Services Facade Authentication

Federated Identity

Native Identity
ImportService ExportService VerificationService ???

Message Type / 
Contracts

Normalization

Foreign Schema Definitions Foreign to Native Translation

Native DTO Validation
? Foreign DTO 

Validation ?

Internal Resources Facade

AddressResource

ParticipantResource

ClientResource DemographicResource EligibilityResource

ContactResource InsuranceResourceEmploymentResource

???Resource

Orchestration

Authorization 

User/Group/Roles

Service Permissions

ServiceBase

Core
Create/Read/Update/

Delete(Entity) EventsNotification

ServiceResult

Processor ProcessorResult Coarse to Fine grained Service mapping (UnitOfWork)

Instrumentation

External Services Facade

Coarse-grained system functions designed to carry out 
business objectives.  Most if not all service methods in this 
layer should be suitable for publication internal/external

Normalization

First priority is to translate foreign file/data formats to a 
common internal format.  Reduces complexity & 
maintenance.

Orchestration

Coordinates between calls to the coarse-grained services and 
the finer-grained, reusable service components in the Internal 
Services Façade.  Unit of Work containers.

Internal Resources Facade

Fine-grained RESTful resource endpoints which are the 
reusable components of the exposed service methods.  Most 
methods should be suitable for internal exposure.

Service Base

Common functions, heavy use of IoC to keep generic.  Tie in 
for cross cutting concerns such as logging and exception 
handling.

Business Façade

Service to Biz Operations

Business Operations

Coarse to Fine Grained operations mapping

Business Core

Object Factory EntityBaseCollectionBase EntityHelper

EntityLocator

EntityManager

Data API Façade

Exposure of all non business specific Database features as described by the DB Schema

Data Access Components

Transaction Manager

Data Integrity Validation

? DTOs ?

File System Access 
Components

Shared Service Agents

Data Helpers / Utilities

SqlClient

Fault tolerance / Retry LogicUnitOfWork Coordinator

Connection Pooling

SQL Databases

File Storage

Security

Health Monitoring

Auditing

Trust Boundary Authentication

Business Components

Process

Utility

Helper

Business Entities

POCOs

Collections

InterfacesBusiness Object Mgmt

Cache

Validators

Integrity

Workflow

Sequential

State

Data Driven

Error Handling

Exceptions

Retry Handling

Timeouts

 


